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ABSTRACT

Driven by public pressures to reduce spending and control the deficit, the provincia government

(Ontario) passed the City of Toronto Act, 1996 (Bill 103). Effective January 1, 1998, thislegidation

forced the ama gamation of seven municipa governmentsin Metropolitan Toronto, and Sx municipd fire
departments.

Asareault, Toronto Fire Services new management team had to effectively merge six
independent fire departments into one functiond unit, within tight budget congraints.

The purpose of this research project was to first determine the training and education needs for
the amad gamated fire department and then provide documentation to support the required saffing levels
for the Professond Development and Training Divison of Toronto Fire Services. This research was
undertaken employing both an historical and descriptive research methodology. The following research
guestions were pursued:

1. What staff functions, as recommended in the fire service literature, are appropriate for

the Professond Development and Training Division?

2. What are the training and education needs of the amalgamated Toronto Fire Services?

3. What resources and organizationa structure are required to effectively meet those
needs?

4, What optiong/dternate delivery systems are available to enhance professiona

development and training initiatives?



Published literature was reviewed to determine its relevance to the problem. Surveyswere
conducted to determine training requirements. The anadlys's examined effective past practices and
projected them into the anticipated needs of the new organization. A datistica analyss determined the
personne required to ddliver the recommended programs and the number of people required to
maintain minimum gaffing levels

The study found that 60 full time equivalent (FTE) positions, plus supervisory staff, were required
to effectively ddiver training and development programs to Toronto Fire Services.

The research supported the recommendation that City Council make the resources available to
thefire chief to adequately aff the Professond Development and Training Divison, and that divison
daff actively pursue dternate delivery methods and revenue generating opportunities to help offset

operational costs.
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INTRODUCTION

Prior to January 1%, 1998, the Municipality of Metropolitan Toronto (Metro) was made up of
seven municipa governments: Metro Toronto, five cities (Etobicoke, North Y ork, Scarborough,
Toronto, and Y ork) and one borough (East Y ork). While police and ambulance services were Metro
respongibilities, each of the cities and the borough operated its own autonomous fire department.

Driven by public pressures to reduce spending and control the deficit, the mgjority Progressive

Conservative Government passed the City of Toronto Act, 1996 (Bill 103), replacing the seven exiging

municipa governments of Metro by incorporating a new municipaity known as the City of Toronto.
The god of thislegidation was to diminate waste and duplication, improve accountability, increase
efficiencies and cut cogts. The provincid government aso announced that they were downloading the
financing of many programs and services to the municipdlities. This put tremendous pressures on the
new City of Toronto, and consequently the fire department, to balance the god's of no tax increase
without service decresases.

Effective January 1, 1998, Bill 103 crested the new City of Toronto and forced the amal gamation
of the six Metro fire departments. Asaresult, Toronto Fire Services new management team must
effectivdly merge six independent fire departmentsinto one functiond unit, within tight budgetary
congraints.

The purpose of this research project was twofold; determine the training and education needs for
the amal gamated fire department and then provide documentation to support the required saffing levels

in the newly crested Professonad Development and Training Divison.
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This study uses historical and descriptive research methodology to answer the following questions:
1. What gaff functions, as recommended in the fire service literature, are appropriate for

the Professond Development and Training Division?

2. What are the training and education needs of the amalgamated Toronto Fire Services?

3. What resources and organizationd structure are required to effectively meet those
needs?

4, What optiong/dternate delivery systems are available to enhance professond

development and training initiatives?



BACKGROUND AND SIGNIFICANCE
For each course in the Executive Fire Officer Program students are required to complete an
applied research project that investigates a key issue or problem that has been identified as being

important to their fire service organization.

City of Toronto Overview

The City of Toronto isthe capitd of the Province of Ontario. It hasamulticultura community
with people from 140 different countries speeking over 80 different languages. Until the beginning of
this year, the City of Toronto formed part of the Municipdity of Metropolitan Toronto (Metro). Metro
conssted of seven municipa governments: Metro Toronto, the Cities of Etobicoke, North Y ork,
Scarborough, Toronto and Y ork and the Borough of East York. Each jurisdiction operated its own fire

department. Police and ambulance were Metro responsibilities.

Amalgamation Background I nformation
Theissue of andgamation has followed Toronto Fire Services ever since the creetion of

Metropolitan Toronto in 1953 with the Municipality of Metropolitan Toronto Act. Thisunion unified

the local police servicesin 1957 and the Metro Ambulance Service in 1971. The Metro fire
departments have remained at the loca or municipa leve after various studies had concluded that
amagamation was not practica.

In the pagt thirty years there have been severa reviews of Metro’s structure. The Goldenberg

Commission in the 1960's recommended that the remaining thirteen municipdities of Metro be



amagamated into the present day six by 1967. When considering fire service amagamation under the
jurisdiction of the Metro Council, the Honourable John P. Robarts (1977) cited strong arguments for
both sdes. He did however, recommend that a committee of fire chiefs be established as the forum to
develop solutions to inter-municipd fire protection problems for congderation by the area municipa
councils. Wedge (1987) questioned the palitical feasbility of amagamation, in Spite of the overal cost
saving which he determined would be theoreticaly possble.

On the other hand, Thomas (1994) made the point that consolidation could allow more efficient
use of scarce resources, greater staff flexibility, fewer equipment needs, stronger interna programs and
increased opportunities to expand or pecidize services. Erngt & Young (1995) believed that there
would be a tremendous potentia to achieve economies of scae, cost savings, improved coordination
and gppropriate timely response times. The accounting firm KPMG (1996) anticipated consolidation
and efficiency enhancements by moving from six to onefire service.

While there was considerable cooperation between the Metro Fire Chiefsin implementing many
programs including mutua aid assistance, and the enhanced 9-1- 1 emergency response network, each
department operated autonomoudy with its own command structure, policies and procedures, collective
agreement, speciaized apparatus and equipment, radio system and communications centre, and training

centre.

The Catalyst for Change
In the last couple of years, there were numerous conflicting studies, commissioned by various

levels of government, around governance and restructuring in the Province of Ontario. The reports



contained proposals to eiminate the Metro level of government (Mayors of Toronto, North Y ork,
Etobicoke, Scarborough, Y ork and East Y ork, 1996), diminate the municipd level of government
(Ernst & Young, 1995), create stronger cities (Golden, 1996), move from six citiesto four cities
(Mayors of Toronto, North Y ork, Mississauga and Oakville, 1996) to one city (Crombie, 1996). They
recommended devolution of the ambulance service to the six fire departments (City of Toronto, 1996;
Golden, 1996) to keeping the status quo (Ernst & Y oung, 1996) to amagamating the six fire
departments into one (KPMG, 1996). Common goals appear to be the elimination of waste and
duplication, improved accountability, increased efficiency, and resulting cost savings.

Driven by public pressures to reduce spending and control the deficit, the mgjority Progressve

Conservative Government passed the City of Toronto Act, 1996, replacing the seven existing municipd

governments of Metropolitan Toronto by incorporating a new municipdity known as the City of
Toronto. Effective January 1, 1998, this legidation forced the amalgamation of the Six citiesand

borough, and their corresponding fire departments.

The“New” Toronto Fire Services

The amagamated fire department is called Toronto Fire Services (TFS). TFS serves and
protects 2.3 million permanent residents in a 629 kit (243 mile?) area. The current establishment of
TFSis 3,149 personnel. The department operates 80 fire stations with 134 staffed apparatus. In
1997, the combined Metro fire departments responded to 110,018 emergency calls. Thistrandates
into 225,783 apparatus runs. The 1998 TFS operating budget is estimated to be $223 million dollars.

Toronto Fire Servicesis atota fire and rescue service involving many diverse functions fire
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suppression and rescue (auto extrication, high angle, machinery, confined space, water and ice and soon
heavy urban search and rescue), hazardous materias control, pre-hospital emergency medical services
induding defibrillation, response to terrorist incidents, emergency planning preparedness and response,
fire prevention and public education.

For mostly safety-related reasons (three different manufacturers of sdf contained bresthing
gpparatus, six different incident command systems, six different radio communication systems), the fire
chief initidly divided the new department into four operationd commands. North (North Y ork), South
(Toronto), East (Scarborough and East Y ork), and West (Etobicoke and Y ork).

The TFS executive team consgts of thefire chief, and four deputy fire chiefs responsible for:
Operaiond Services, Fire Prevention and Fire Safety Education; Professiona Development, Training

and Mechanicd Maintenance and Staff Services, Administration and Communications.

Significance
This research isimportant to Toronto Fire Services for the following reasons.

d Outlines the Department’ s professiona development and training requirements as vaidated by
experienced chief training officers.

d Provides documentation to justify staffing requirements for the Professonal Development and
Traning Divison.

d I dentifies delivery options to enhance professona development and training initiatives.

d Helps set-up a smooth trangition process - the mgjor stakehol ders were consulted and provided

input into the research and recommendations.



Thisresearch is directly related to “Unit 11: MANAGING CHANGE’. This chapter focussed
on the issue of organizationd change - specifically the impact on organizationa processes and
performance. Due to the forced amagamation of six fire departments, the new Toronto Fire Servicesis
undergoing significant organizationa change. This restructuring requires staff development if it isto be
successful. This research paper provides aframework to facilitate and manage the externaly imposed
changes to Toronto Fire Services, pecificdly for the training component of the newly created

Professona Development and Training Divison.

LITERATURE REVIEW
Introduction

Thisliterature review is divided into three sections corresponding to the issues typified by the
research questions. Staff Functions, Required Staff Resources, Supporting Organizationa Structure, and

Ddivery Options.

Staff Functions
The Nationd Fire Protection Association (NFPA) outlines basic principles of organization that
are gpplicable to the fire service. One of these principlesis that work should be divided among the
individuas and operating units based on individua functions that must be performed (NFPA, 1992).
The NFPA differentiates between line functions - those normally involved with fire suppression

operations, and gaff functions - those activities that do not involve dedling with day-to-day emergency



incidents. An important gaff function identified isthe training “of al personnd in their job skills;
adminigtering continuing education programsin specid subject areas, adminigtering the department’s
safety program; and organizing pre-fire planning.” (p.9-39).

Thefindings of the Internationd City Management Association (ICMA) indicate a* cradle-to-
grave’ relationship - a personne development program that essentialy integrates recruitment, selection,
training and education, career planning, career counsding, performance appraisal, and health and safety
congderationsinto asingle system and unit. The gods of personnd development are to improve the
performance of incumbent personnel and to create a pool of qudified personnd for dl postionsin the
department. In addition, the ICMA recognizes the need for a careful program of management
development for top decision makers. Personnd development integrates the concepts of career
development and management development. Mg or components of personnd development, as
identified by the ICMA aretraining, hedth and safety (ICMA, 1988).

The Professond Standards Setting Body (PSSB) for the Ontario Fire Service sets minimum
performance standards for dl levels of the Ontario Fire Service. The standard for training officer
describes the role of the training officer in terms of 12 genera areas of competencies. In addition to
deveoping, coordinating, managing, ng and ddivering training programs, including occupationa
hedlth and safety programs, the PSSB recognizes to need for training officers to participate in career
days, supervise cooperative educations students, conduct outreach seminars for recruitment of target
groups, prepare promotional materias for recruitment, and conduct pre-recruitment seminars (PSSB,
1991).

The City of Toronto Fire Department Master Fire Plan Steering Committee (COT) conducted a



needs analysis and found that the department and the community would be better serviced by
consolidating training, medica, hedth, fitness and safety, and recruitment and community outreach into
one group. They determined that this structure met the changing needs for increased safety and training,
and provided alink between training and recruiting. In addition, the integration of these units
emphasized the important concept that everyone on the department was respongble for safety, training
and recruitment (COT, 1994).

According to the Occupationa Hedlth and Safety Act, 1990 (OHSA), an employer shall, when

gppointing a supervisor, gopoint acompetent person. In this Act, a competent person means a person
who is qudified because of knowledge, training and experience to organize the work and its
performance. Additiond duties of employersinclude carrying out training programs for worker,
supervisors and hedlth and safety committees (OHSA, 1994).

After areview of current operations, the Metropolitan Toronto Fire Services Review Team
(1997) identified the areas of respongbility for the amagamated Training Division to include: recruit
training, officer development, hedth, fitness and safety, planning, research and devel opment, in-service
firefighter training, and development and adminigtration of incrementa and promotiona examinations.

There appears to be a consensus in the published materids referenced that safety is and integral
part of the training function. The ICMA, PSSB and COT seeanaturd link between training, recruiting
and community outreach activities while only NFPA and the Metropolitan Toronto Fire Services
Review Team recommend that the training function include emergency planning. Obvioudy, trainingisa
diverse function. The researcher must congder the merits of including recruitment and community

outreach, hedlth, fitness and safety, and emergency planning in the proposed structure of the
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Professond Development and Training Divison of TFS,
Required Staff Resources

The report of the Metropolitan Toronto Fire Services Review Team (1997) proposed
organizationa structura changes for the amagamated TFS. The team compared current and proposed
daffing for the Training Divison. The result was to add one staff pogtion to the current establishment of
the combined training divisons, from 41 to 42 FTE positions, including supervisory staff.

Waker (1997) developed a methodology for establishing staffing levels and budgets for Oregon
State Police. “Generdly, the workload can be determined by conducting adetailed look as exactly
every function that the employee does during the course of their shift.” (p.6). His other consderation
was the percentage of time that each position within the operation spent on a particular function.
Waker aso outlined adtaigtical andyssto determine how many people are required on each shift
actudly gtting at a emergency communications console performing a specific function.  He then went on
to determine exactly how many people, in totd, it takesto fill those positions.

Although not directly applicable, Waker’s methodology can be modified for use in this study.
Because each position on the department is coming under scrutiny by those who control the budget

dollars, this documentation is important to justify and support staffing requirements.

Supporting Organizational Structure
One of the NFPA’s organizationd principlesis the increased need for coordination asthe
department increases in Sze and complexity. (NFPA, 1992). Ancther principleisthat lines of authority

must be established. The find organizationd principle is the unit of command. The NFPA notes that
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supervisors who guide too many individuals tend to commit amgor portion of their time to supervising
subordinates, thereby ignoring other important manageria duties (NFPA, 1977). NFPA 1201,

Standard for Developing Fire Protection Services for the Public maintains that modern management

practice suggests that an effective span of control should include five to seven units (NFPA, 1994). The
International City Management Association (ICMA) agrees that supervisors need to be assigned a
group that is of manageable size but expects most supervisors, under non-emergency conditions, to
supervise seven to twelve people (ICMA, 1988).

The documentation is divided as the an effective span of control. The researcher will use the
recommendation from the NFPA standard; it is more recent and relevant.

There were two studies that directly addressed organizationd structure in an amagamated
Toronto Fire Service.  An independent task force chaired by Wedge (1987) presented a report to
Toronto City Council “Working Paper on Fire Department Amagamation” proposing four command
areas for any amagamation structure. He determined that the new organization could tailor its services
to meet the specia needs of specific didtricts; an inevitable result of demands for standardization and
uniformity of service @ the time of amagamation. The Metropolitan Toronto Fire Services Review
Team (1997) dso identified four commands, mirroring the operationa commands, for training aswell as
aToronto Fire Academy location that included recruit and officer training, hedth, safety and emergency

planning and research functions.

Ddivery Options

NFPA 1201, Standard for Devdoping Fire Protection Services for the Public outlines severd
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optionsfor ddivering traning:
Section 8-4 Special Functions. The officersin charge of fire prevention, maintenance,
communications, and other specidized bureaus shdl be responsble for specid training needed
by the personnd assigned to their particular staff function. They shal coordinate this specia
training with other programs of the department and with the training officer. Section 8-5
Education and Training of Company Officers. Coursesfor the education and training of
company officers shal be provided by the training officer. Departments that do not offer
comprehengve training courses shdl arrange to provide such courses at any appropriate
educationd indtitution or fire department training facility.
Section 8-6 Training of Company Members. Company officers shdl be responsble for the
ongoing, in-sarvice training of members of the company assigned to them, since the unit must
work together as an effective team (NFPA, 1994).

Along the same line, the Ontario Office of the Fire Marshd (OFM) designates trainer/facilitators
(T/F) to guide fire fighters through the sudies involved with its curriculum. The T/F dso is responsible
for grading on fina performance tests (OFM, 1994).

In addition to traditiona training programs, the NFPA recommends that fire departments not
overlook well-organized and operated educeation programs available locdly, regiondly, and nationdly.
Some of these programs might be run by community colleges, universities, sate or provincid fire
academies, and the (U.S.) Nationd Fire Academy (NFPA,1994).

It is clear that training officers aone do not have to deliver dl professond training and

development programs to department members. Using company officers, specidly trained fire crews,
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city-run training programs, provincid training programs, private agency training programs and college

training programs are just some of the options available to enhance training initiatives.

PROCEDURES
This project progressed through three stages: literature review of written documents related to the
problem/chalenge, an andysis of existing and required services, and adtdidica review to determine the

required resources to deliver the programs and services.

Literature Review

The researcher used the resources of the National Emergency Training Center (NETC) -
Learning Resources Center (LRC), the Ontario Office of the Fire Marsha (OFM) - Fire Sciences
Library, and the Internationa Association of Fire Chiefs (IAFC) - Management Information Center to
complete the literature review. The review included a search of recent (the last five years) issues of
trade journas, books and reports related to the problem.

The books and articles identified through the literature search were reviewed and those that were
deemed to be pertinent to the research problem were summarized for incluson in the literature review
section of this paper. The published materias provided a ussful overview of current literature on
recommended staff functions. While there were numerous documented studies and models related to
fire ground staffing, there was limited information for the researcher to determine and judtify the staffing

needs for the functions studied in this report.
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Analysis of Existing and Required Services

The drategy of the andysis was to examine effective past practices and project those into the
anticipated needs of the new organization. Any gaps not filled by projecting past practices were then
identified as new needs, and appropriate programs were to be proposed.

The datain this research are collected from responses to surveys. Due to the time commitments
of gaff involved in the amalgamation process, dl surveys conssted of verba requests for information at
regularly scheduled meetings. During the course of this research, the following stakeholders provided
input:

U Toronto Divison - Chief Training Officer (CTO), Chief Hedlth & Safety Officer, Chief
Recruitment Officer, Chief Planning & Information Officer (functions identified in the literature
review as having relevance to the new divison).

UMetro Chief’s Training Subcommittee. Committee members consisted of chief training officers
from each of the Six previous fire departments.

These chief officers were sdlected because of their extensive experience and knowledge in their

functiona area.

Consultation occurred with each chief officer’ s entire staff during the development of this review.
The chief officers relied extengvely on the knowledge and expertise of individua staff officers and
members. This process insured input from the most knowledgesble experts in the City of Toronto and
the Province of Ontario.

Intheinitial process, the Toronto Division chief officers were asked:

1. “ What programs and services does your section currently provide?’
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2. “Based on legidative requirements, gpplicable standards, current priorities and

anticipated training needs, what additiond programs/services should we be ddlivering?

Due to overwheming number of programs and services provided in the combined functiona areas
and the time regtriction on this research, it became obvious that the researcher should concentrate his
efforts soldy on the training component. Further study and andlysis must be completed in the areas of
hedlth, fitness and safety, emergency planning, preparedness and response, and recruitment and
community outreech.

After thisinitid survey pilot test, the Metro Chief’ s Training Subcommittee members were asked

the same questions.

Statistical Review

In the next step, the Toronto Divison CTO was asked to conduct adetailed look at exactly every
function that his saff did during the course of ashift. He surveyed his gaff, via memorandum and
informal meetings, to determine the amount of time spent on each function. This was based on their
experiences over the last five to eight years. The Toronto Divison CTO tabulated the resultsin a

worksheet (Table ) usng Correl Quattro Pro 7 software. A brief explanation of the input and output

parameters are in Appendix A. The analysis required that certain assumptions be made with respect to
palicy, externd liaisons, Saffing numbers, emergency service delivery models, and other areas. The
assumptions are detailed in Appendix B.

Recent recruit training for the City of Vaughan, conducted by TFS, formed the basis of the

andysisfor therecruit training ssgment. The Toronto CTO broke down the data by day into practica
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and classroom (theory) hours aong with associated preparation and administration times (Table 1).

The worksheet was created using Correl Quattro Pro 7 software. A number of parameters were used

for cdculating the number of annua staff hoursto maintain aprogram. The number of retirements for
the sx departments was caculated over the past five years, and averaged, to determine a normal
attrition rate factor.

Thein-service and recruit spreadsheets generated the number of instructor hours required to
deveop, ddiver and maintain the programs. The ca culations take into account leave taken, training
time and adminidrative time (related correspondence and communication). These two caculations
generated the total number of FTE positions required to deliver the range of programswith the given
frequencies. Theligt of in-service courses was not an exhaudtive list. In addition to providing an
adequate sample of the courses that TFS would be required to ddliver, the delivery ratio was caculated.

Thisindicated the percentage of time ingtructors were required to spend in the classroom. This number
is used in the capacity andysis Spreadshest.

The capacity analysis soreadsheet (Table I11) attacks the problem from the opposite perspective.

Instead of starting with the required or projected programs and generating staff requirements, this
anaysislooks at current capacity to ddliver training programs. The data are based on capacities of
current facilities and past practices regarding the assgnment of operationa steff to in-service and in-
dation training. See Appendix C for the data inputs and outputs.

In conjunction with their staff, the members of the Metro Chief’ s Training Subcommittee verified
the dataandysis.

The researcher then used Walker’s (1977) methodology to caculate an assignment factor (AF),
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the multiplier used to determine how many people are actudly required to fill each aff position (Table
V). The number of calculated training staff per course (from the capacity analysis) was multiplied by
the AF and compared to the calculation of dedicated staff required (from the capacity analyss
Spreadshest) to ensure vaidity.

The find stage involved the Metro Chief’ s Training Subcommittee determining possible course
delivery methods. An organization chart was created using Presentations 7 software.

Limitations to this analys's centred around the timing of the request. Each staff member surveyed
was under a heavy workload due to the amagamation process. The verification of the data analyss

may have been cursory in some cases.

RESULTS

At the outset of this research project, four specific research problems were identified. The results

of the research are organized around those four questions and are presented in turn:

1 What staff functions, asrecommended in thefire serviceliterature, are appropriate for
the Professional Development and Training Divison?
The literature review provided severd key insights concerning individua functions that must be
performed. The NFPA (1992) proposed that training, safety and pre-fire planning be combined. The
ICMA (1988) recommended integrating recruitment, selection, training and education, career planning,

career counsalling, performance gppraisal, and hedth and safety considerations into a single system and
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unit. Aswdl asthe genera performance objectives regularly associated with the training function, the
PSSB (1991) included recruitment and community outreach activities in the standard for training officer.
FIREPLAN ‘94, developed by the Toronto Fire Department Master Fire Plan Steering Committee
determined that consolidating training, medicd, hedth, fitness and safety, and recruitment and
community outreach into one group best serviced the department and the community. The consensus of
the literature review involves combining the training, safety, emergency planning, and recruitment and
community outreach functions.
2. What are the training and education needs of the amalgamated Toronto Fire Services?

The literature recommended recruit training, on-going fire fighter training, officer training, sefety
training and executive development. Members of the Metro Chief’ s Training Subcommittee, after
conddering the full range of training and education program offered by al six former fire departmentsin
the years leading up to amagamation, and anticipating training needs for an amagamated fire services,
recommended that the mgor program areas include:

URecruit training.

Qin-dationtraning - training that takes place in the fire gation. Thetraining will be delivered by

company officerstrained and certified by the Ontario Fire College as trainer/facilitators.

U Generd in-sarvicetraining - training that takes place a one of the five training facilities, usudly

by training officers.

U Specidized in-service training:

O hazardous materias

O heavy urban search and rescue (HUSAR) and its component skills
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water and ice rescue
fireboat and rescue boat operations
auto extrication

heavy rescue and rescue pumper

O O o O 0O

aerid towers,
d Officer development for al ranks on the department.
3. What resources and organizational structure are required to effectively meet those needs?

Based on the methodology proposed by Walker (1997), a datistical andlysis can determine how
many people are needed on each shift to perform specific functions. The next step caculates the
number of staff required to maintain minimum staffing levels. This process provides proper
documentation to justify each position. Unless otherwise noted, al officer requirements refer to FTE
postions.

Recruit Training. Theandyssshows that the most efficient mode for ddivering recruit
training is to conduct three classes of 14 weeks duration annualy, each with 40 students, to maintain
daffing (based on a cadculated atrition rate of five percent for tota of 2,811 firefighters). Thisrequires
the secondment of eight company officersfor 11 of the 14 weeks, threetimesayear. Theresult iseight
secondments of company officers for 33 weeks per year or four FTE postions. Thisisin addition to
two training officer pogtions; atota of Sx training positions assgned to the Fire Academy. Two training
officer pogtions would ded with program development.

Officer Development. The andyss shows the need for four training positions assigned to the

Fire Academy.
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In-Station Training - North, South, East and West Training Commands. The capacity
andyss shows aneed for 12 training officer pogtions for each training command.

The andysis clearly demonstrated the need for 60 FTE positions ddivering professond
development and training programs. The FTE ca culation was verified by multiplying the caculated
number of staff required by Waker's AF. When comparing to FTE cdculationsin Table 111 there was
adifference of five pogtions, an eight percent margin of error. After review the data and corresponding
cdculaions, it was found that the Toronto Divison Chief Training Officer based his caculaions on a
five day, 42 hour work week (8.4 hour days) as stated in the current collective agreement. In redlity,
training personnel work afive day, 40 hour work week (8.0 hour days). The researcher, when
caculating the AF, used to caculate the FTE, based his caculations on the actua time worked by
divison personnd.

According to the NFPA (1992), there is an increased need for coordination as the department
increases in Sze and complexity. Toronto Fire Servicesis now the fourth largest fire department in
North America. Dueto its Sze and complexity, extensive coordination isrequired. The literatureis
divided on an effective span of control, for supervisors, in norn-emergency conditions. The NFPA
(1994) suggests five to seven people, while the ICMA (1988) recommends seven to twelve people.
Based on the conservative ICMA recommendation for supervisory saff, each training location, with 12
FTE's would require adidrict chief. A divison chief would supervise the five chief training officers
(Toronto Fire Academy, North, South, East and West Command), the Chief Safety Officer, and the
Chief Recruitment Officer - atota of seven didtrict chiefs, again within the ICMA recommendation.

From a organizational standpoint, Wedge (1987) proposes four didtricts. Each “quadrant” could
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tallor its services to meet the speciad needs of specific didricts; an inevitable result of demands for

gandardization and uniformity of service a the time of amagamation. Four training commands (North,

South, East and West), mirroring the four operationa commands, would provide the services that

Wedge highlights

4, What optiong/dternate delivery systems are available to enhance professond development and
traning inititives?

The literature review provided severa ddivery methods. The NFPA (1994) recommended
officersin charge of the various gaff functions ddiver specidized training to their own personnd,
coordinated with the training officer. The NFPA aso recommended that company officers be
respongble for ongoing, in-service training of fire fighters assgned to them. Thisis Smilar to the OFM
Trainer Facilitator Program (1994) where company officerstrain crew members in basic maintenance
areas. The NFPA aso recommended using the resources of other post-secondary inditutions to assist
and expand professiona devel opment opportunities.

The survey of Toronto Fire Services Chief Training Officers provided avariety of interna
delivery options to enhance training initiatives and augment training resources:

QsShift trainers - on-duty fire fighters with a specific expertise (eg. emergency medica services).

They would be certified to NFPA 1041 Standard for Fire Service Ingtructor Professiond

Qudifications, and deliver programs, while on shift, to fire crews.
U Seconded company officers to assst with recruit training - fire captains would add credibility
and an experience component. This experience would serve as professiona development for

these officers.
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QSdf-study programs - pre-course materials would shorten required training times. In addition,
compuiter-based learning and video- conferencing technol ogies should be explored.

Clearly, training officers done do not have to ddiver dl development programs.

DISCUSSION

The higtorica analysis conducted in this project through document review compared to the survey
results of key playersinvolved in the amagamation highlighted an obvious difference of opinion. The
literature review clearly demongtrated the linkage between the recruitment and community outreach,
training, planning and safety functions.  Both the NFPA and PSSB standards support this argument -
athough not mandatory, it is aways recommended that a fire department be aware and use recognized
indusiry standards to establish a standard of reasonable care in civil lawsuits. However, the chief
training officers of the Metro departments did not consider these functions at dl related to training and
therewas alack of consensus among the Toronto Division chief officers as to the reporting structure for
the new divison. At the time of writing, the current TFS executive team planned to separate the
functions to some degree. For example, recruitment and community outreach will most likely become
an adminigiration function, occupationd hedth and safety and fire ground safety will be separated, and
emergency planning will probably not report through the Division Chief, Professona Devel opment and
Training. Much of the confuson results from alack of experiencein these areas. The Toronto Divison
had the resources available to pecidize in areas such as recruitment and community outreach, and

hedlth, fitness and safety, whereas the other, smaller departments did not. They did not have the
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opportunity to redize the benefits of combining the functions.

Waker's (1997) methodology to determine staffing requirements was easily modified for the
training function. Intoday’s climate of dwindling dollars and the trend of the City to downsize, this
formula helped determine minimum required staffing levels and judtify the podtions.  The study results
clearly show the need for at least 60 FTE training officer pogtions with five didtrict chiefs and one
divison chief; 66 intotal. A previous study completed by the Metro Fire Chiefs (1997) recommended
41 FTE training positions, including supervisory staff. Thisis based on the current establishments of the
previous Six departments. Obvioudy the chiefs consdered the Satus quo as adequate. The
discrepancy can be made up by some degree with 12 shift instructors and 4 seconded company officers
asoutlined inthisreport. Thisis Hill nine FTE positions short.

If the resources are not available to adequately staff the division to meet the required training
needs of the department, senior staff must consider other options including regularly taking larger
numbers of personnel out of service for training purposes or putting more apparatus on a delayed
response, or decreasing the scope of training and education ddlivered to TFS gtaff. Taking large
numbers of personne out of service for training isaviable option but it would be at the expense of
public fire safety education programs, preventative maintenance, and equipment testing that fire crews
routinely undertake. Decreasing the scope of training, especialy during the transition period would not
be an acceptable option given the immediate demands for standardization and uniformity of service.
Pay Now or Pay Later

City Council and the fire chief mugt redlize the importance of professond training and

development and make adequate resources available to the divison chief. Through a series of recent
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decisons involving negligence claims, the Supreme Court of Canada has expanded the scope of civil
ligbility for municipadities and fire departments. As aresult there has been an unprecedented outbreak of
ligbility actions againg the Canadian fire service. Training is areasonable and codt- effective srategy to

limit potentia exposures.

RECOMMENDATIONS

To meet the professona development and training needs of the andgamated Toronto Fire
Services, the newly created Professional Development and Training Division needs adequate resources
and an organizationd sructure to support effective and efficient service ddivery.

As per the results of this research, | recommend that:

1. To best service the needs of TFS, thefire chief organize the department so that the
Professond Development and Training Divison indude the following saff functions:
recruitment and community outresch, hedlth, fitness and safety, emergency planning,
preparedness and response, and training.

2. To provide the required service leve to TFS personnd, the fire chief make the
resources avallable to gaff the training section of the divison with 66 full time equivaent
(FTE) positionsthat include: division chief (1), chief training officers (5), didtrict training
officers (16), training officers (46).

3. As per Recommendation 2., the fire chief gpprove the organization structure of the

Professond Development and Training Division as per Appendix D.



25

To effectively talor its services to meet the specia needs of specific fire didtricts, thefire
chief gpprove the ddivery of training through regiond training centres, corresponding to
the fire fighting commeands.

To meet the professond development and training needs of TFS, the divison provide
training in the following maor program aress. recruit training, in-gation training, generd
in-service training, specidized in-service training, and officer development for al ranks.
To augment the division’s resources, the Division Chief, Professona Development &
Training investigate and utilize dternate interna methods of service ddivery, including,
but not limited to, shift instructors, trainer/facilitators and secondments, as determined
by the availability of resources.

To complement the resources of the Professona Development and Training Division,
eight company officers be seconded for recruit training; four company officers, one from
each of the four shifts, for two consecutive courses. The turnover would be staggered
so that each course is staffed by four new company officers and four who have just
completed the previous course. Thiswould be aprofessona development opportunity
for company officers and with a staggered turnover, provide consistency and quality
assurance maintained by centra coordination.

To asss and expand professiona development opportunities, the Divison Chief,
Professond Development and Training, maintain a continuous audit of Toronto Fire
Services' training needs and develop drategic alliances with other post secondary

indtitutions as required.
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To ensure the continuance of codt-effective services, the Divison Chief, Professond
Development and Training, develop and apply methods for checking the effectiveness of
al traning programs.

To help offset operating codts, the Divison Chief, Professona Development and
Training, actively review opportunities for generating revenue and report back to the
Deputy Chief.

To complete the andlysis required for the division, the Divison Chief, Professiond
Development & Training, conduct further research and analysis to determine the
required staffing and supporting organization structure for the recruitment and

community outreach, and hedlth, fitness and safety functions.
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PARAMETERSFOR IN-SERVICE
TRAINING WORKSHEET

I nputs

Q

Q

Repeat cycle. The number of years between repests of a program (eg. an annua program has
arepesat of one, a course done every third year has a repest of three).

Courselength. The length of each sesson (hours). Due to the nature of fire fighting shifts, for
the purpose of this analysis, each day was considered to be made up of two blocks of three
hours.

Number of target personnel. The number of personnd in the new organization who require
the course.

Number of students per class. Number of students per session, regardless of the length of
the sesson

Instructors per course. Number of students present in the classroom or on the fire ground for
each sesson. If two ingdructors share the duties by aternating days or weeks, there is one
instructor per course. If they team teach, there are two instructors per course.

Courses per day. Thisisafunction of the course length. For example, athree hour course =
two courses per day. A two day course = %2 course per day.

Daily preparation time. Asaguiddine, one hour per day was used for classroom sessions.
1Y hours per day for practical sessonswas used. This condtituted the daily setup of materids,
equipment, training aids, and the adminigtration activities directly related to the course.

Cycle preparation time. Thiswas the setup and logigtica time, in hours, based on six hour
days, for scheduling the program, corresponding with platoon chiefs, coordinating with other
training officers, etc. Thisdid not include initid program development or ingtructor
development.

Instructor development. In another area of the analysis generd professiona development
time was addressed. This parameter dedlt with the skill and knowledge devel opment
specificdly related to each course.  For this analys's, ingtructor development was considered
necessary every second cycle of the program.

Course development. Thiswasthetimeit took atraining officer to develop anew program.
Some course development times were quite short while others were extremely long (eg. Bronto
Aerid Tower operations and high angle rescue).

Outputs

Q

Q

Annual ingructor hours. Thisindicates the number of hours required, on an annud bas's, to
maintain a particular program.

Program hoursper year. The number of program hours per year takesinto account
scheduled and unscheduled absences (vacation, lieu time taken, professiona development,
breaks, sick time) and the time required for routine non-program related communication and
correspondence.

Ingtructor years. Theannua ingtructor hours and program hours per year generate atota
number of full time equivaent (FTE) postions required to deliver the range of programs with the
givenfrequencies.
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ASSUMPTIONS

The OFM Curriculum will form the bas's of Recruit Training.

Recruit Training will follow the modd of the 14 week Toronto/\V aughan course conducted on a
cost-recovery basisin 1997. This course was the first in Ontario to utilize the OFM Generd
Level Curricullum asitsbasis. Participants were able to complete all Component One skills, as
well astargeted skills from later Components. Most notably, the Advanced Emergency Care
Modules were included on a pilot basis (these Modules were conducted for 2 subsequent
Toronto Recruit courses, with the addition of Firefighter Defibrillation).

Recruit Training will be required for approximately 120 hires annudly, based on 3000
employees with an average 25 year career, to maintain staffing a current levels.

Recruit Training will be conducted using a core of dedicated training staff as co-ordinators, with
the bulk of the training being conducted by seconded Company Officers. This has proven to be
the most effective Srategy for ensuring relevancy.

The OFM Curriculum will be utilized for dl In-Station Training where applicable.

Generd In-Service Training will be conducted a 2 or 4 locations, each with the capacity to train
32 people per class, or 4 fully saffed apparatus per command area.

Hazardous Materids Training will include NFPA 472 Awareness and Operations levelsfor all
gaff, Technician leve for decontamination units and hazmat pumpers (200 people), and a highly
gpecialized Technician program for 2 dedicated apparatus (40 people).

HUSAR Training will consist of Awareness (dl staff), Operations (400 people) and Technician
(100 people) levels.

Water & Ice Rescue, Fireboat & Rescue Boat Training will smilarly be divided by level based
on service delivery and equipment deployment.

Auto Extrication Training will be conducted annualy for dl Heavy Rescue and Rescue Pumper
personnd (tota 400 people), with an Awareness component for al staff. Additiondly, the
Extrication Modules of the OFM Curriculum will continue to be taught to al incoming Recruits.
Targeted personnel for Rescue Training programs will be based on 4 Heavy Rescue apparatus
and 16 Rescue Pumpers, totaling 400 personnel.

Aerid Tower Training will be required for dl personnel expected to operate Bronto, Hi- Range,
Amador or Snozzle gpparatus, or any other articulated boom apparatus.

Officer Development programs will target dl Officer ranks and potentid acting Officers (total
assumed to be 1250 personnel in most cases).

Officer Development programs will be based on Ontario Fire College Fire Technology Diploma
becoming a minimum standard for Company Officers, and Advanced Fire Technology Diploma
becoming aminimum sardard for Digtrict Chiefs.

Officer Development programs will be augmented by Toronto Fire courses and other courses
as required to maintain adherence to policies and practices. A highly aggressive, duly diligent
and proactive development philasophy will be applied.
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Capacity Analysis
I nputs

Officer Development

Course will run 7 hours per day, 5 days per week for 48 weeks annually. Each course will have
32 students, conssting on average of 2 Officers or Officer candidates from each Command oneach
shift. Each course will be team taught by 2 training taff.

Recruit Training

Each 14 week course will run 8 hours per day, 5 days per week with 40 students and 2
dedicated training Saff on average (consstent with above secondment modd). A tota of 3 courses will
be required annudly.

In-Service Training, per Training Command

Thetraining facilitiesin the East and West aress of the city will each host 6 hours of in-service
training daily, 5 days per week. Each course will be attended by 32 students (4 fully staffed apparatus
from each Command), and be facilitated by 2 training staff, on average.

In-Station Training, per Operational Command

There will be the equivaent of 2, 6 hour in-station programs per Operationad Command being
delivered daily by training saff. Each program will be attended by 12 personnel, or 3 fully staffed
apparatus, on average.

Outputs
The following numbers represent the output per targeted student:

Officer Development
Each Officer or Officer candidate will receive 6 days training annualy on average. Thistrandates
into completion of a6 week curriculum within a5 year period.

Recruit Training
Each Recruit receives 14 weeks of training, as described earlier.

In-Service Training, per Training Command
Each student receives gpproximately 6 days of training annudly. Thiswill be broken down into
half-day, full-day and 2-day courses as required.

In-Station Training, per Operational Command
Each student receives gpproximately 8 days of training annualy. Thiswill most likely be broken
down into haf-day programsin most cases.
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Proposed Organization Structure
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Tepeat course

course title cycle
Aerial Tower
Alr Brake R
Arc Alr Slice y
Auto Extricalion .
Building Construction for the
Coaching the Experienced .
Company Officers’ Develof i
Computer Systems d
Emergency Medical
Fleld Phones

Fire Apparatus Driving
Fire Apparatus Operalio
Firefighter Deflbrillation
Firefighter Defibrillation
Firefighter Inspections
Firefighting Foam

GO Transit Emergency
Harbour Licence

S
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Hazardous Materials Technician - initfal "L
; Matertals T -
Hazardous Materials Techniclan NFPA 472

Heavy Urban Search & Rescue - Awareness

Heavy Urban Search & Rescué - Operalions, inftial
Heavy Urban Search & Rescue - Operations, Maintenanc
Heavy Urban Search & Rescue - Technician, initial
Heavy Urban Search & Rescue - Techniclan, Maintenance
Incident Command System Line Chief Officers :
incident Command System Suppression & Comm:
Incident Command System  Train the Trainer
Introduclory Strategy and  actics

NFPA 1021 Fire Officer
NFPA 1021 Fire Officer
NFPA 1041 Fire Service
NFPA 1041 Fire Service
NFPA 472 Awareness

NFPA 472 Incident Commands
NFPA 472 Operations
OFC Adult Educalion

OFC Advanced Admir*

OFC Command

OFC Command

OFC Fire Deparimeni Manags:
OFC Firs|Pravention (5 yeek)
OFC Highrise Command |
OF C Mastér Trainer/Faciltator

OFC TrainerfFaciitator

OFM Standard Incldent

Power Saws

Professional Driver improvement

Propane Awareness

Ram Fan

Rescue Boal Inftlal

Rescue Boat Maintenance

‘Seif-Contained Breathing Apparatus

Senlor Officers’ Adminisiration & Orlentation
Shore-Based Rescue & Personal Flotation
St. John Ambulance NITDP Phase

St. John Ambulance NITDP Phass
Support Division Crossover

i
4
£

TTC Ventilation Systems
TTC Wheel Trans Vehicies
Technical Rope Rescus
Technical Rope Rescue
Thermal Imaging Camera
Training Records information
Vshicle Decontamination
Workplace Human Rights
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[Annual Hours Factor
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days per week

tala} days per annual schedut
vacation days

slatutory holidays & floaling days
ey time or time owing

sickness days

famlly Hiness doys

otal sbsences

professional development & extemnal courses
productive days par year

hours per day
iunich and othar bre
p &
produciive hours per day

productive hours per year

average deitvecy ralio (from smpirical data)
roductive hours x delives
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ength
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target students  instructors  courses dally cycle
personnel perciass percourss perday prep prep
60 . 15 [
2112 1 3
260 15 12
400 15 18
2720 1 30
2720 1 6
1250 1 30
3000 1 60
3000 15 30
2720 15 3
160 15 §
180 15 6
36 15 6
2720 1.5 6
1250 1 a0
2720 15 5
2720 1 30
28 15 30
200 15 12
40 1 30
240 1 30
200 1 30
2720 15 12
400 t5 30
400 .5 12
100 15 60
100 15 12
80 1 12
2800 1 12
20 1 12
27120 15 30
1250 1 30
1250 1 30
120 t 0
80 1 30
3143 1 330
750 1 60
2720 1 30
1250 1 30
750 1 30
1250 1 30
750 k] 30
1250 1 30
150 1 30
750 1 30
40 t 30
250 1 30
2120 1 €
2720 15 30
429 1 3
2720 1 30
240 15 30
120 15 30
120 13 30
2720 1.5 8
128 1 3
420 15 kL
100 15 24
12 15 24
30
2720 1 3
2720 1 30
420 15 30
2720 15 3
2720 15 3
400 15 18
400 1.5 18
2720 15 12
3149 1 12
420 15 30
3149 1 3¢

instructor
devatopmont

in-service {

J worksheet

course coursaes per Instructor course  tralning days
davslopment eycte hours per cycl percycle
390 12.00 360.00 60.00
60 88.00 264.00 44.00
30 20.00 60.00 10.00
90 20.00 480.00 40.00
30 116.00 1392.00 232.00
30 116.00 696.00 116.00
30 40.00 1200.00 200.00
120 128.00 3072.00 256.00
30 128.00 9216.00 3684.00
12 136.00 204.00 34.00
60 24.00 288.00 24.00
30 24.00 144.00 24.00
12 4.00 96.00 4.00
30 116.00 5668.00 232,00
60 40.00 2400.00 400.00
30 229.00 1368.00 220.00
9¢ 116.00 348.00 58.00
120 4.00 24.00 4.00
50 12.00 72.00 12.00
120 4.00 216000 120.00
80 12.00 576.00 48.00
120 12.00 1440.00 120.00
30 116.00 6352.00 $96.00
60 20.00 5760.00 320.00
30 20.00 1600.00 100.00
360 8.00 4032.00 168.00
30 8.00 1344.00 56.00
30 8.00 280.00 16.00
390 176.00 3168.00 176.00
30 4.00 144.00 8.00
&0 544.00 1832.00 272.00
30 40.00 1200.00 200.00
30 40.00 1200.00 200.00
30 4.00 120.00 20.00
30 4.00 120.00 2000
60 132.00 792.00 132.00
120 24.00 576.00 48.00
120 116.00 2784 .00 23200
60 40.00 2400.00 400.00
80 24.00 1440.00 240,00
€0 40.00 4800.00 400.00
60 24.00 2880.00 240.00
60 40.00 2400.00 400.00
60 8.00 2800.00 240.00
60 24.00 2660.00 240.00
3o 4.00 120.00 20.00
a0 12.00 216.00 36.00
15 116.00 348.00 58.00
60 116.06 1392.00 116.00
8 20.00 420.00 20.00
90 116.00 596.00 116.06
20 12.00 36.00 8.0¢
120 12.00 288.00 24.00
30 12.00 144.00 12.00
45 116.00 348.00 58.00
30 8.00 240.00 40.00
60 20.00 240.00 20.00
60 12.00 360.00 60.00
&0 4.00 72.00 12.00
N 4.00 1440.00 40.00
& 136.00 204.00 34.00
80 116.00 348.00 58.00
120 36.00 108.00 18.00
60 116.00 1392.00 23200
[ 116.00 33.00 58.00
1188 35.00 218000 180.00
50 35.00 864.00 72.00
30 116.00 348,00 58.00
30 132.00 396.00 66.00
120 20.00 120.00 10.00
12 100.00 600.00

prep & admin ‘nst & course dnuai instructor  Instruetor training days annual course
hours / eytle leve opmrent per cycle hours peryear hours

227.00 20.00 120

14.67 88.00

250 15.00

13.20 79.20
33 40.00
10.00 120.00
3050.13 38512.80

T
S

ot

annual prep &
admin hours

32

1667

675

156.00

65.50

40.67

§1.50

=
=3
3

33.00
15.60
30.00
32.00
9511.25

annual  dellvery
Instz ratio
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day classroom hours classroom instructors classroom admin

1 7 2 z Py 15 13 25
2 7 2 2 25 1.5 13 25
3 7 2 2 25 1.5 13 25
4 7 2 2 25 15 13 25
5 7 2 2 25 1.6 13 25
6 8 3 3 1 15 135 1
7 10 4 4 25 1.5 18 25
8 6 2 2 25 9 388 265 .
9 3 2 2 18.5 75 31 265 T
10 10 3 3 25 15 17 25 1+
1 8 5 .6 25 15 17 25 -1 .
12 6" 4 4 18.5 75 36 .30 8 12
13 9 3 3 25 1.5 16 25 e 1.5
14 3 1 1 185 75 .30 265 B 7.4 10.5
15 1. 3 3 25 1.5 18 25 A 15
16 10 4 4 26 1.6 18 25 1 1.5
17 3 1 1 185 75 30 265 . 7 105
18 3 1 1 18.5 75 30 305 e 1 105
19 5 3 3 185 75 34 265 . 7 105
20 12 3 ‘3 25 15 19 25 o 15
21 3 2 2 225 365 345 9 135
22 3 ‘2 2 28 345 9 135
23" 3 2 2 225 385 10 15
24 3 1 A, 185
25 14 2 2 25 . . .
% 3 2 2 25 365 265 7 105
27 4 3 3 25 a7 345 9 135
28 8 2 2 25 14 25 1 1.6
29 0 o 0 445 56 445 7 105
30, 73 1 1 225 35 385 10 15
31 3 2 2 225 365 385 10 15
32 90 - 3 3 185 29 185 5 75
‘33 7.2 2 4.5 60.5 445 8 12
34 14 2 25 20 25 1 15
35 5 3 15 255 145 5 75
3 0 0 235 6 295 305 5 75
3 0 0 235 6 295 30.5 5 75
38; 0 0 255 75 3 305 5 75
g 0 0 235 6 29.5 305 5 75
40" 6 2 225 9 395 385 10 15
4 2 1 1 255 9 3rs 425 9 135
42 0 0 0 16.5 7.5 24 16.5 5 75
43 0 0 0 30.5 75 38 305 5 75
44 “ 2 2 25 15 20 25 1 15
45 4 1 1 85 45 18 85 3 45
45 2 2 2 155 9 285 165 7 105
47 6 2 2 55 6 19.5 65 5 75
48 5 2 2 75 9 238 85 7 105
49 7 1 1 25 1.6 12 25 1 16
50 0 0 o 165 45 21 16.5 3 45
51 7 2 2 25 15 13 25 1 1.5
52 7 1 1 25 15 12 25 1 15
53 1 4 4 25 15 19 25 1 1.5
54 0 0 0 515 12 63.5 515 8 12
55 2 1 1 215 75 32 215 5 75
56 6 2 2 185 75 34 185 5 75
57 3 1 1 305 75 42 515 8 12
58 0 0 ° 30.5 75 38 305 5 75
59 0 0 0 3086 75 38 305 5 75
60 0 0 0 30.5 75 8 305 5 75
81 7 2 2 25 1.5 13 25 1 1.5 13
62 7 2 2 25 15 13 25 1 15 13
63 7 2 2 25 15 13 25 1 15 13
64 7 2 2 26 15 13 25 1 1.5 13
65 7 2 2 25 15 sr A3 25 1 15 13
66 7 2 2 25 15 R & 25 1 15 13
67 ~7 2 2 25 1.6 13 25 1 15 13
68 7 2 2 25 . 1.5 13" 25 o 1o 15 13
3ss 121 957.5 o 351 1787.5° 1199.5 43s 2113.5

rourse wrap-up =n-fhe-Jub llalson exam

_graduation tralning hours course hours projected hires courses annually annual hours stafy required *

%La.-_.an.nn._..__ 40 24 i 4,788 +.2,044 triia 120 10,218
FRET 2,466 9,862
2,466 7397
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“apacity Analysis
Weeks Hours Annual Training Annual
Per Per Training | Officers Per Staff
Year Week Hours Course Hours
42 40 1680 2 3360
48 1680 2 3360
48 : : 30_ ‘ 1440 2 2880
48 30 1440 2 2880
2880 4 11520
48 60 2880 4 11520
48 60 2880 4 11520
48 60 2880 4 11520
24
2.5

60
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Leave Taken - Annual Basis

Total Hours

3064

1824
1455
504

124

6971 hours/year

Professional Development and Training - Annual Basis

Training (internal/external), Seminars, Conferences (Total 2,652 hours) = 139.6 = 140 hours/year

Sample = 1997 totals for Toronto Division’s Training & Development, Health, Fitness & Safety,
and Recruitment & C ommunity Qutreach Sections; 19 full time, permanent staff.

Average Number of Regularly Scheduled Days Off (RSDO)

RSDO= (Total Time Period) X (Number of Off-Duty Days in Duty Cycle)

Duty Cycle Length (Days)

Training officers work a 5/7 schedule (40 hour work week with 5 - 8 hour days / 2 days off)

RSDO=365 X 2 = 104.3 Days = 104.3 X 8 (length of shift) = 834.4 = 834 hours

Assumption: 5/7 shift schedule equals 2,920 hours of available time (365 X 8). Subtract days off
(834 hours) leave taken (367 hours), professional development and training (140 hours) and the
result 1s 1,579 hours or 197 (197.3) days available to work.
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Staff are entitled to 1 hours per day for lunch and breaks during their 8 hour shift X 209 (average
number of days worked per employee) results in 209 hours of break time, per year, per employee.

Z{%%
On average, staff spend 1 hour per day for routine correspondence and communication
(telephone, E-mail, etc.) during their 8 hour shift X 209 (average number of days worked per
employee) results in 209 hours of administrative time, per year, per employee. e

The total unavailable time per employee, per year, is therefore 834 + 367 + 140 + 209 + 209 =
1,759 hours. The unavailable time is used to calculate the assignment factor.

Assignment Factor (AF)

AF = Total Hours Required to Cover One Shift Position Every Day for One Year ?@
Average Number of Hours Worked Per Year Per Employee

Total Work Time Available (One Year)
Total Work Time Available (One Year) - Average Time Off Per Employee Per Year

365X 8
(365 X 8) - Average Time Off Per Employee Per Year
365X 8 =. 2,920 = 2,920 = 25
(365X 8)- 1,759 2,920 - 1,759 1,161

Therefore, it will require 2.5 full time equivalents (FTE) to cover
each staff person per shift.
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